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MEMORANDUM FOR: Chairman, National Security Council Inte111gence
Committee :

SUBJECT: Consumer Participat%on in the National IntelJigence' ‘
Estimate Process ‘

1. At TabA is a study, approved by the NSCIC work1ng Group,
wh1ch proposes greater consumer involvement 1nﬂfhe Nat1ona1 d%g'
Intelligence Est1mate (NIE) and Spec1a1 National Intel11gence
Estimate (SNIE) process by three steps:

‘a. Submission of proposed NIE quarterly schedules to
NSCIC members for approval and/or comment.

b. . Participation by representatives of appropriate
consumer organizations in-the review of NIE and SNIE terms
of referehce, on invitation of the Director of National
Estimates. |

c. Provision by NSCIC Working Group members who
represent NSCIC principals of comments on each published
NIE and SNIE by completion of evaluation forms; -(Sample
form is at Annex B of the study &t Tab A.) o

2. At Tab B is a memorandum which"the NSCIC WOrking Group |

recommends be approved by the NSCIC and issued as guidance to the

NSCIC member organizations.

Bronson Tweedy
Chairman, NSCIC Working Group
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DRAFT |

SUBJECT: . Consumer Participation in the NIE/SNIE Program

PROBLEM
1. To respond to-the Presidential directive that the national
intelligence product be improved by providing for increased
involvemgnt.ofvhigh level consumers in the formulation of the
~ National Intelligence Estimate (NIE) and Special National Intelligence
Estimaté (SNIE) prograns and in fhe evaluation of the NIE and SNIE

| output.

INTRODUCTION
2. The President's memorandum of 5 November 1971; "Orgahization
: andeanagement of the U.S. Foreign Intelligence Community," and
NSCID No. 1, "Basic Duties and Responsibilities," 17 February 1972,'
which called upon the Director of Central Inte]]igehce to improve
the "quality, scope and timeliness of the community's product",‘
repreéent explicit criticism of the QgEigﬁ%?)inte]Vigence product,
FQ%Pthough—the—#&nger~+s—no%~po¢nted—specé£4éa%ly;atfany-pan%icu%a;fz _
Leype—of—intalligence-pubtication . -
. Eam&oAAQA”@quJAQ-4A”V$;b:€£:V&Q b | '
3. -Sdnce the NIE and SNIE documentﬂz%eppesent~%he—pr4mafy
communHby=cooTd T ted-output ot UTS e HHgerce; Tand i tu |

\estimatéEVare intended for the use of high-level consumers, it appears

el
| SR MRS
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appropriate'fﬁat attention be directed to exploration of.means by
which the: NIE/SNIE program cou]d be made more respons1ve to the
needs of the policy making levels of the federal government
The proposa]s considered re]ate to three aspects of the NIE
program and two aspects of'the SNIE program: | N
| a.  The 1nput of NSC, State Department and Defense
. Department recommendat1ons during deve]opment of the |
iquarter]y NIE production schedules. (There is no.
comparable scheduling program for the SNIEs.)
| b. The participation of offices not a part 6f the
. vinte]]igence comnunity in review of terms of reference for -
- NIEs and SNIEs prior to start of the drafting process. |
c. The preparation of specific evé]uations on
individual NIEs and SNIEs by senior level customers.
4. Since the National Security Council Intelligence Comm1ttee
 '(NSCIC) was established to "give direction and guidance on national
substantive 1nte111gence needs and provide for a continuing evaluation
-of intelligence products from the viewpoint of the intelligence
consumer," the following discussion of’the‘NIE and SNIE progkams - §
_ focuses on the manner fn which the NSCIC and its‘subordinate body, |

the NSCIC Working Gfoup, could be utilized.
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- DISCUSSION
Developing the NIE Program

5. The NIE program is promulgated each quarter. The schedule
is initiated by the Director of Natwona] Estimates and is concurred
~ in by the Board of National Estimates (BNE)[:ftew—eenﬁeﬁenees—w+$h f

-rwm%&mﬁﬁ*MS1njwﬁmmm@woﬂ#u%Jhnag&amaan$mge@ﬁﬁmd
the—a%lpea@ien—eﬁ—produe%#oh—%es@urqgs, Thé propdséd schedule is
disseminated to USIB representatives to give them an opportunity
for review and conferencés with their po]fcy counterpakts, if
“they choose to do so. The final program is submitted to the USIB
and recommended by the Board to the Direcior of Central Intelligence
K for approval,

6. Cons1derab]e variation occurs from quarter to quarter, but
about half of t e schedule entries are[égéigates—Wﬁ+ch—afe—%eﬂssued--
on::7per10d1éf?ggg;]?such as the NIEs on Soviet military capabilities);
approximately one-fourth are estimates which are scheduled on the.
basis of a specific request via policy chénne]s and about one-fourth
are entered into the schedu]e on the initiative of the BNE in the
expectation that the estimates will address problems to be facéd by
palicy makers within the time frame of the document.

7. Direct contact between inte1]igeﬁce and policy méking levels -
takes place on occasion during development of the NIE schedule, but -
it is not regular or formalized. The Director of National Estimates
has informally aﬁked the Chief of the Net Assessment Group, NSC Staf f

to serve as a funnel for input of NSC proposals concerning estimates.
) v _ 3
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.

Some intelligence production personnel with geographic specialties
‘maintain liaison with pb]icy and operational offices involved with
that séme geographic area. The preseht system, hbwever, does not
-provide for inputs from outside the intelligence community which
éxpiicit1y indicate that top level officials personally have concurred in
the proposed NIE schedule or have suggested deletions or additions of
Aspecific subjects relating to their responsibiaities. |
8. In order to provide a formal me;hanism for kegu]ar inputs from

the policy méking levels and to'provide the intelligence community

- with more direct indication as to the needs of.top level consumérs, it
‘1s pfoposed that the draft NIE schedule, as approved by the Director
of National Estimates, be distributed to members of the NSCIC Wbrking
Group at the same time it goes to USIB representatives. Those Working
Group representatives who represent NSCIC principals would be
requested to arrange for proviSioh of the comments and/or concurrence
of'their4principa1$ on each quarterly schedu]e,to the Chairman,NSCIC
Working Group, and to the Director of National Est%mates. This would:
increase assurance that thé BNE is working‘on_NIEs which deal‘with
problem areas identified as being of sfgnfficance‘to the p]annfng and
decision making requirements of top level consumers. These responses
also WOu1derovide a channel for requests from the NSCIC\principa]s

_ for both NIEs and SNIEs.
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" Participation by Non-USIB Agencies’
in Review of MIE/SNIE Terms of Reference -

9. At the present time, representatives of non-USIB organ-
izations do not participate in the drafting of terms of reference
for NIEs and SNIEs, or in the actual consideration of dréft
estimates during the process which leads to USIB conside}ation.

| 10. .There is growing recognition, however, that in some
areas the interests of non-USIB organizations Ere such that the
'inte11igence product will be improved by the inclusion of
representatives of»non-USIB organizations. The expansion of
participation by non-USIB agencies involved in international
economic, financial and trade problems-in activities of the
v' USIB Economic Intelligence Committee is an itlustration of this.
11, It Cou1d well be that participation bylpersonne] representing
policy and operational levels of the NSC Staff, the Departmehts
’of State and Defense, or other federal agencies as appropriate,
in the drafting and/or review of terms of feference for NIEs and
SNIEs would improve the likelihood that the final estimate will
be of optimum value to its principal users B
12. Part1c1pat1on of representatmves f“om policy 1evels of the

\ (.oV\
government in the ewvelutien of a National:-Intelligence Estimate might

‘be considered to represent a distinct departure from the concept that
there should be a complete separation of intelligence activities from
policy considerations. On the otﬁer hand, such participation offers at
Teast the poss1b111ty of enhanc1ng the Tikelihood that the estimate

will include consideration of the quest1ons on which 1nte111gence
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judgments will have a distinct bearing when the subjeét to which the
estimate applies is being handled at the policy 1eyels. The

probabilityl, or even the chance, that such participation could result
in improving the responsiveness of NIEs and SNIEs to the needs-
of top level consumers suggests thét the effort should be made, at
least on an experimental basis. - .

- 13. It is proposed, therefore, that the NSCIC ";“___4 o
... Suggest lto the Director of Central Intelligence that the Director
- of National Estimates be requesfed to inyite the participation of
representatives from the NSC Staff, the Depaftment of State, and the “
Department of Defense (or of other government agencies as
appropriate) when he considers that the subject of the NIE or SNIE
is one in which inputs to the terms of reference by.personhel from
outside the intelligence community would be useful.
14, It is.further proposed that the Director of National

Estimates prepare an appraisal of the usefd]neSSnof this prdcedure

~after a period of test and that he submit his comments and ;

- recommendations to the Director of Central, Intelligence égzggggs for

a DCI report to the NSCIC.

Systematic Evaluation of NIEs and SNIEs

15. A number of attempts have been made in the past two decades.
to elicit consumer evaluations of intelligence prdducts.- Most of

such projects have involved the use of questionnaires sent to

recipients of the various documents. In no cases have the results
o of general surveys been deemed adequate to provide direct basis for

revision of a major production program.
Approved For Release 2002/1 0/%0 : CIA-RDP80M01133A000900100007-2 !
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16. At Annex A is a description of_surveys which‘have been
made of user reactions to National Intelligence Estimates. In
quite marked contrast to the general surveys was the success
achieved when the DCI in 1969 asked the Secretary of State, the
Secretary of Defense and the'Assistant to the President for
National Security Affairs for their views or suggest1ons as to how
NIEs on Sov1et military subjects might be made "most useful" to them.
(Pages A-5 - A-7 of Annex A descr1be this exchange ) This
~ correspondence resulted in a major revision of the format of
.’these NIEs and a marked expansion of the mater1a1 1nc1uded in the
annexes.

17. The success of this effort suggests that involvement of
these same top level officials, or their represenfatives, in the
"evaluation of NIEs and SNIEs on a continuing basis would provide .
| valuable inputs for the improvement of the national intelligence
estimates process.

18. Inasmuch as the NSCIC Working Group has been created tq
support the NSCIC in execution of its responsibility to provide'
substantive intelligence guidance to the intelligence community, it
appears appropriate that the Working Group members be tasked with a
r‘esponmbﬂuy for providing feedback to the Working Group Chairman
- and to the D1rector of National Estimates on each NIE and SNIE which
is published. It would be the responsibility of each WOrk1ng Group |
member ta arrange for obtaining comments on ‘ - )
each NIE and SNIE from the consumers of primary interest within:
his organization. |
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19. Attaéhed at Annex B is a copy of the QUestionnaire which
would be used. It is proposed that the Chairman of the NSCIC
Working Group forward a.copy of each NIE and SNIE as it is

published, along with the questionnaire, to those members of the o
AS Ll owa Yo Meova  heodoa o-}s WWU‘“%M V»J;(Ma‘“m-f# ;
Working Group who represent NSCIC principa1s> Those Working Q::it““%,“fsc'c‘

doac
Group members would be charged with furnishing the Chairman of f:;kk“kzii

the Working Group and the Director of National Estimates with E:L¥j§:j£;o§r
evaluations of each NIE and SNIE. : . giaézzzz:?
20. Over a period of time these Fssembled comments should '
provide Quidance to the Director of National Estimates as to how
the various high level users of the NIEs and SNIEs, as represented
on thé NSCIC, consider the estimates could be improved in content,
' sty]é, format and overall responsiveness to pd]icy needs. These
comments would provide a vehicle by which consumers who may be
critical of the depth of analysis or of the approach used in a

particular estimate can make these reactions known to those who : |

are responsible for preparing estimates in that subject matter area.

RECOMMENDATION ‘

- 21. It is recommended that the NSCIC.Working Group approve

the proposals contained in this study and that an appropriate action N
memorandum be submitted to the NSCIC for approval and issuance as

guidance to the Director of Central Intelligence and the NSCIC

Working Group.
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SURVEYS OF USER REACTIONS - -+
TO NATIONAL INTELLIGENCE ESTIMATES

/OMWMNM%M%MW%M

1. Tl‘re-—expa"nsron—o-f the U.S. intelligence community since-Workd
War-ILhas-resulted,~among other things, -in a marked increase in the
output of.-intelligence-products--estimates, serial publications, reports,.
bulletinsrrerror atxd*a—,—-e-t-Gv——wl(lE—llﬂ‘r‘1nf1()n exists in-the-audiences~to
Whi@h—»md-md—u&L—pP@duG{de&*&S&&d*&nd*rn-t he-mumber-of-copies
which-aze-disseminated—Because-of-concern-as-t o~w’-1et“rer—’ch e-Tight
audience was-being-reached-or~whether-theproductsthiemselves—were
revs-p-crrs-ivef't'o’the needs of~comsumers, various intelligence organizations

#¢ conducted ’s‘grv\fe?r;r af_one-type-or-another-to-measure-consumer
reactionsy—usually-in-the-interest-of obtaining comtrents which would
provide basis for improvement of the product. The following paragraph§/
describe the more important of such efforts relating to National Intelli-
gence Estimates, and an assessment of the results achieved. '

Survey of 1955

a. In February 1955 the Director of Central Intelligence asked -
the Board of National Estimates to conduct an informal survey of
the use which consumers made of National Intelligence Estimates
(NIE's). The survey, which was undertaken after four years
experience with the national estimate system, was intended to shed
light on (1) whether NIE's were circulated appropriately; (2) who,
besides the National Security Council, weré the ultimate consumers;
(3) how extensively NIE's were actually used by these consumers;
and (4) the extent to which, as then writte.n', the NIE's met‘é?gﬁneeds.

'b. The survey was conducted in two stages. The first was a
written questionnaire addressed to all offices and agencies receiving
NIE's and intended to indicate NIE dissemination within each agency.
The second stage was a series of interviews with a sample of policy-
maker consumers“to ascertain what use they actually made of NIE's
The survey was not intended to obtain opinions regarding the
adequacy of NIE content or judgments on changes to make them

Approved For Release 2002110!1}0 CIA-RDP80M01133A000900100007-2
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more useful.” The primary goal was to establish the distribution
pattern of NIE's and to indicate the kinds of uses to which they

were put. : -
S——

. c. The survey indicated that an average of 249ANIE'S were T g
distributed regularly to the White House, the NSC, the Operations
Coordinating Board and the major departments and agencies with
national security responsibilities. Many of these were further
distributed to major commands and missions outside Washmgton.

.d. Only a relatively few NIE's (selectpd by intelligence and
screening officers) were seen by the President and department
or agency heads, and in such cases these top-level individuals
usually read only the conclusions, briefs, or selected portions.
The exceptions were most likely to be NIE's dealing with crisis
'situations requiring urgent and high-level policy decisions. -
NIE's were, however, found to be extensively read by second and
" third echelon officials in major departments and agencies and by
various staffs responsible for national security planning and
execution. It appeared that some NIE's did not reach all of the
departmental policy or planning levels or other key officials who
might have found them useful. In some cases, this appeared to
result from failure of subordinates to pass the NIE's to their chiefs,
and in others the criteria for distribution appeared to be overly
restrictive. :

e. NIE's were found to be most generally used for background
purposes, although some were used in working on specific planning.
and policy problems. The majority of users indicated that the
format and problem coverage of NIE's were adequate, but many
‘expressed dissatisfaction with particular NIE'"s. There were
complaints that the NIE's were too long.to be read in full by top-
level individuals; they were said by some to be too general for

" detailed use in policy planning and execution; and some were said
to be not relevant or sufficiently timely for use in consideration of
specifié policy problems. Overall importance of such complaints
was not considered sufficient to warrant action to alter the format

. or content of NIE's. Each Intelligence Advisory Committee 3
member was asked to reexamine the pattern of NIE distribution
s0 as to improve the usefulness of NIE's to the policy, planning
and executive branches of his agency. Each IAC agency was

* Succeeded by the U.S. Intelligence Board o_nv15 'September 1958

| A-2 0 ,
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. requested to brief new key officials within its department on the
nature of the NIE and the means at their disposal for nequesting
NIE's resp0nsive to specific intelligence problems they might have.

" 3.  Conference with the Assistant Secretary of State for Pollcy e
Planning (1957) :

The DCI, Director of \Jatlonal Estimates and his BNE members
met on 25 July 1957 with Robert W. Bowie, Assistant Secretary of State
for Policy Planning to discuss the form and content of the NIE prograrm. .
Mr. Bowie's suggestions to enhance the usefulness of NIE's to the
policy planning process were as follows: h : ' '

‘a. There was undue emphasis on precise statements of L
probability, with too little discussion of underlying factors.

_ b.  In many cases, it would be useful to discuss more L
_"poss1b111¢.1es, even if they had only a 20 percent chance of
eventuating.’

c. The estimate should show the degree to Wthh predlctlons -
were based on evidence as opposed to judgment.

d. Estimates should put more stress on the degree to whlch
- U. S. action could affect the predicted line of development and
- what kinds of U.S. action could have impact. :

e. NI.E’S were not very readable, .even on interesting
subjects~-the conclusions were '"dehydrated'" and lacked flavor.
He also suggested that the IAC promulgate as '"'think pieces'' a
series of papers written by a single person or a small group (in-
the manner for Foreign Affairs articles), for cons1derat10n by B
pohcy ~makers. g

* 4. Survey of NIE Distribution (1959-1960)

a. This survey effort had two aspects: (1) the circulation
of a questionnaire enclosed in seven seilected NIE's published
during the period July 1959 to February 1960 to obtain certain
detailed information regarding the readership of NIE's, and
(2) an inquiry to the distribution offices of the USIB agencies to

A-3
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determine how NIE distribution is controlled. ‘The latter is not
relevant to the present study. The survey was undertaken to
investigate the nature of and causes for an apparent large increase

© in NIE distribution from 250 in 1956; by 1960 some 365 copies of
NIE's were regularly being sent to recipients according to a
standard distribution list, and about 85 more were held in reserve
for special distribution. The survey ascertained that the substantial

- increase since 1956 was attributed to the following factors:

(l) Natural expansmn of readership as the utility and
significance of NIE's became more flrmly establlshed
throughout the government.:

_ (2)- The growing number of senior officials who requlred
"NIE's in carrylng out their respon51b111t1es o

“(3) An 1ncrea51ng number of users in the 1nte111<7ence '
- community 1tself '

(4) The succession of world crises which generated ]
increased interest in national mtelhgence on the part of
‘ commanders and planners.

(5) A general increase in the number of people in the
government concerned with the communist threat throughout .
the world, developments in modern technological warfare,
and the capabilities and intentions of the Soviet Bloc. ‘

(6) The addition of new readers overseas--political _
~advisors, ambassadors,and military planners and commanders.

(7) Agency reorgamzatlons, mcludmor changes in locat1ons
-of offlces ‘

(8) An Aincrease in the size, resp0n51b111ty,- and complexity
of agencies served by NIE's sl :

(9)v The estabhbhment or ekpansmn of reterence a.nd
llbrary fac:.ht:.es in the USIB agencies.

A-4
Approved For Release 20Q2/1011,0, CIA- RDP80M01133A000900100007 2

‘»n-- ~3




* Approved For.lease 2002/10/10 :_,CIA-RDP80M011')00900100007-2

(10) An increase in the number of NIE's released to
foreign governments. (From about 26 to 45)

(11) An apparent increase in readers whose need to know .
might be marginal.

- b.  An analysis of the returns from 636 respondents of the o)
questionnaire addressed to NIE recipients indic¢ated that about 19
50 percent were engaged in intelligence, 19 percent had responsi- €
bilities in policy plannmg and coordination, and 8 percent were in Gq % -

- operajions. Ow 7 percent listed the selves ig the area of - Al
j’sggﬁ:‘%é‘ver ﬂ‘c'(mf‘» %er of : re%—%ers! (3% percent) - w\ﬁ

~ indicated that they read only the NIE conclusions. The questionnaire -‘HM _

- (at Tab 1) did not solicit ideas on how NIE's might be 1mproved.. 0‘-@;’?{‘.'.

. 5.  Queries to Secretaries of Defense and State re. Sov1et ’\/hhtary _ '

‘ Estlmates (1969) : S

‘a. In November 1969 the DCI asked the Secretary of State,
the Secretary of Defense; and the Assistant to the President for
National Security Affairs for their views or suggestions as to how
National Estimates on Soviet military subjects might be made '
"most useful" to them. Questions included: (1) is the division
by subject (Strategic Attack, Strategic Defense, and General
Purpose Forces) the best way of presenting the estimates; (2) 1s
the amount of detail presented excessive and should there be
different types of estimates for different readers; and (3) do existing
procedures provide intelligence judgments of most vital interest,
together with adequate evidence or argument, and are dissents.
presented adequately ? - ’

b. The Secretary of State offergd nd "fundamental'' criticism, - .
but his suggestions for '"refinements' were as follows:

- There could be "summary estimates" for the top
policy makers, more comprehensive than the
""conclusions'' sections of the then current estimates,
but more condensed than the then current estimates.
This would permit the basic NIE to be more detailed
and complete with a fuller presentation of the evidence.
Annexes could provide background information on major
issues, and there could be greater use of maps, charts
and draphs :

A-5 |
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“"There should be a greater effort to evaluate Soviet
doctrine and strategy together with discussion of the
fundamental differences of opinion within the
intelligence community. These could be incorporated
in the '"basic estimate" and this might obviate the need
to issue a separate NIE 11-4 * as frequently as in the
past.

The “"summary estimates' would be written after the
basic estimates were completed and would give an
over~-view of major Soviet weapons systems and -
describe significant changes in Soviet forces. They
would also include a discussion of the general nature
of Soviet military expendltures The "summary
estimates" for 11-3 ** and 11-8 *** should be
combined into a single paper so policy makers would
have in one document an assessment of the main

_elements of information on Soviet strategic forces

" which have to be taken into consideration in calculating
the US-Soviet strategic balance. This would be useful,
for example, in discussing US options for the SALT
negotiations. . : o - :

The estimates might contain a brief statistical

summary of US forces, including forward projections
‘drawn from the OSC FYDP, to give the reader a basis |
for comparing US and Soviet forces.

c. The suggestions of the Secretary of Defense were as .
follows: ' S

Consideration should be given to relegating much of the
detailed quantitative and qualitative analyses of

Soviet weaponry to appropriate appendices. This.
would leave in the main body of the NIE only the

more critical aspects of strategic weapons systems.
The rrain body should also contain changes, dis-
agreements of the intelligence community, and levels
of confidence inherent in the prmc1pal Judgments

2 "Main Trends in Soviet Military Policy"
s ""Soviet Strategic Air and Missile Defenses'!
Wi “"Soviet Capabilities for Strategic Attack''
A-6
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- The estimates, especially the strategic attack and
- defense papers, should be revised and updated more ‘
often, perhaps quarterly. -(The NIE on an annual
- basis was said to be of questionable usefulness a
few months after its issuance. ) ' '

- It would be useful to include five-year estimates in
the NIES, perhaps less precise'than the short-term
estimates but more definitive than the ten-year trends '
of the then current estimates. ‘

= Each NIE should have a sectioh comparing major -
' judgments of the previous NIE with the current =
" judgment. Divergencies could be explained and ~
. tendencies to consistently over-estimate or under-
- estimate should be brought to the attention of the
policy-maker so that he could determine the "hedge'
factor he must introduce in decisions regardmg
defense programming and planning.

d. The change which both the Secretary of State and the
Secretary of Defense recommended--that a condensed statement of
the principal findings of Soviet military estimates be prepared for
the top policy-makers-- was adopted and NIE's on these subjects
‘now have a lengthy summary and conclusions section at their
'beginning. Another suggestion of the Secretary of State was also
adopted and resulted in a deeper probe of Soviet military strategy.
- NIE 11~4 (now ""Issues and Options in Soviet Military Policy') has been
retitled and considerably expanded in scope and depth. The Secretary
of Defense's suggestion to include five-year estimates of Soviet
 force levels was also adopted, but in the form of several alternate _
projections for force levels, depending on assumptions as to the o
success of SALT talks, US alternate force levels, etc. ’

6. Meeting with the White House Staff in 1970

The Board of National Estimates and its staff members
conducted a series of meetings in 1970 with the staff of the AaSlbtant
to the President for National Security Affairs concerning the form and
content of militaryiestimates. As a result of these meetings, a great
deal more factual material was included in the estimates, together with

Approved For Release 2002/10/10 : CIA- RDP80M01133A000900100007 2

NIV Y
.

W




Approved For.lease 2002/10/10 : CIA-RDP80MO1 1‘009001 00007-2

 an expanded discussion of the factors leading to the conclusions of the
estimate. On 8 March 1971 the President cornmended the DEI and "th
entire intelligence community' for NIE 11-8-70 which the:President sald
was a considerable improvement over the previous version. He stated
that he found particularly useful: '

""--The frequent sharply-defined, clearly argﬁed
- discussions of the various contested issues.

"--The attempt to incorporate a wide range of
- sources, such as clandestine reports and Sovzet
SALT statements : _ \ :

W--The alternative force models based on explicitl':
differences in underlying assumptions and the
attempt to define which were the more 11kely

models. | o

"--The quan_tita:tive'_ detail for each model which
illustrates the differences between the models
and gives an operational meaning to some. of the
general statements. "' - :

. o " ag - . - B
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" CONSUMER EVALUATION OF NATIONAL INTELLIGENCE ESTIMATES (NIE)
AND SPECIAL NATIONAL INTELLIGENCE ESTIMATES (SNIE)

PURPOSE

This evaluation is an element of the National Security Council
Intelligence Committee (NSCIC) program intended to provide explicit
feedback to intelligence producers from consumer users under arrange-
ments sponsored by each NSCIC Working Group member in his department
or agency. This evaluation should not be prepared by intelligence
officers. What is sought is a non-intelligence user evaluation of
an inteliigence product. '

INSTRUCTIONS

Evaluators are requested to complete this form within 30 days
following publication of the NIE or SNIE.

Security c]éssification of the completed form will be based on
the classification of the estimate being commented upon and
classification of the comments included in the evaluation.

The completed evaluation is to be forwarded to;v.'

. D/DCI/IC
- Attn: PRG/IC
Room 6 E 18
CIA Headquarters
. Washington, D.C. 20505
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NSCIC ESTIMATE S
EVALUATION REPORT

Identification of Estimate Evaluated

(NIE) (SNIE) No.
Title

Organization address:

Contact:

’ ] .

. - Source of Evaluation

Name _ - Telephone

. Estimate Utility and Timeliness

- Primary use to which estimate is being or will be put:

a. Policy planning d. Military force planning_
b. .Operations planning e. Military R&D planning
c. Background information f. Other (specify)

Utility of this estimate for ongoing or anticipated pol1cy/operat1ons
problems:

“a. Absolute necessity d. Nice to have
b. Very useful e. Little or no use
c. " Useful

If some other source current]y sat1sf1es the need for this
estimative information in an equal or better fash1on, 1dent1fy
such source:

Timeliness of the estimate:
a. Very timely b, Timely ___ c¢. Not timely

IT c. checked, how could timeliness have been improved?
Why is est1mate not considered timely?

1
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.D. Scope and Format
| 1.  The scope and format of the estimate are:
a. Excellent ____ b. Satisfactory ____; c. Unsatisfactory
2. l_How could the scope and/or format of the estimate be improved?

To support what uses?

- E. Factual Data

1.7 For purposes of your organization, the degree to which
-factual data is presented is: _

a. Excessive b. Sufficient ¢c. Not enough

2., For what purposes would more or less deta11 improve the
ut111ty of the est1mate7

F. Expression of Uncertainties

- 1. The uncertainties relating to the data or the 51tuat1ons
described are brought out: .

- a. Excellently b. Satisfactorily = c. Inadequately

2. For purposes of your organization, the estimate treats the
full range of uncertainties:

a. Very well __ b. Adequately ___  c. Inadequate]y

3. How could the treatment of uncerta1nty be 1mproved?
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Expression of Alternatives

1. For purposes of your organization, the range of alternative
projections and the description of each alternative are:

a. Quite comprehensive b. Adequate c. Inadequate

.~ How could the presentation of alternatives be improved?

‘Quality of the Estimative Logic

1. . The extent to which the analysis lcgica11y ties together
the factual and estimative elements of the paper is:

- a. Excellent b. Satisfactory -C. Inadequate

How might this aspect of the estimate be improved?

I, Overall Reaction to the Estimate

(NOTE: The purpose of this section is to encourage you .to summarize
your reactions to the estimate and to present such additional comments
as you consider useful as feedback to the intelligence community. If
you have made hand-written notes on pages of the estimate itself which
you consider would be of use to those who produced it, it would be
appreciated if the estimate is returned with the evaluation form.)

1. Which of the following words and phrases characterize this
estimate:

a. Exceptionally valuable d. Rehash of conventional
- b. Stimulating and persuasive_ - -~ wisdom___ :
c. Imaginative new viewpoint e. Shallow and unconvincing___
' f. Dull :

3
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MEMORANDUM FOR: Members of the National Security Council
' : Intelligence Committee

SUBJECT: ' Intelligence Consumer Participation in the
NIE/ SNIE Program \

1. This memorandum 1mp1ements NSCIC approva] of proposa]s
- submitted by the NSCIC WOrk1ng Group aimed at 1ncreas1ng consumer

)Q-—'
~1nvo]vement in the Nat1ona1 Inte111gence Estimate (NIE) and .

A
Special National Inte]]igence Estimate (SNIE) process. These
proposals fespond to comments in the Presideht's memorandum of
5 November 1971 and the NSCID No. 1 of February 1972 which felate
to improvement of intelligence production. |
| 2; To enable high level Eonsumer comment on production
schedules for NIEs, it is requested that the Director of Central
Inte]]igehce arrange to have copies of the draft quakter]y NIE
sqheduies distributed to members of the NSCIC WOrkiﬁg Group
at the same time the draft schedules go to USIB kepresentatives.
Those WOrking Group representatives who representhSCIC principals
are to arrange for provision of the comments and/or concurrence of
ond widaazaded Qg ) oende Daporlwreni
their pr1nc1pa1s on each quarterly schedu]e to the Chairman,
| NSCIC WOrk1ng Groupg) and to the Director of Nat1ona1 Est1mates
at CIA ‘
3. It is‘rgcommended to the'Director of Central Intelligence
that he request the Director of National Estimates to invite

comments by NSC staff members.and non~-intelligence representatives

from the Department of State, the Department of Defense, and other

ERETART OV LD "'"L "'1"' 'TITATION SCHEDULE
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government aééncies as appropriate on draft térms of reference
for NIEs and SNIEs when he considers that inputs from outside
- the 1hte11igence community would provide useful indication of
- the intelligence needs of customers for whom fhe estimate is
being prepared. |
4. 1t is requested that the Chairman, NSCIC Working Group,
~arrange for distribution of a copy of each puglished'NIE and SNIE
to those Working Group members who represent NSCIC prihcipaTs,
along with a copy of the “"Consumer Eva]uation“ questionnaire
: approved by the NSCIC. Those Working Group members who represent‘
NSCIC principals are charged with furnishing the Chairman of
the Working Group and the Director of National Estimates with
filled-in evaluation forms and such other comments as are appropriate

‘within 30 days of the publication date of the NIE or SNIE.

Henry Kissinger
Chairman, NSCIC
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